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Jnnovation

With experiments now underway, we are carefully watching the re-
sults. Thisis an important step if we are to progress toward our ulti-
mate goal—scaling up successful concepts and approachesfor broader
application. We know that in order for these experiments to realize
their true potential, we must use what we |earn to make improvements
inour national programs. In some cases, existing policies and regula-
tions may have to be adapted to reflect more up-to-date knowledge
and technol ogy.

tions are already being adopted into our system of environ-

mental protection for everyone's benefit. Some innovations
are till emerging, yet throughout the process for developing these
experiments, even projects that are very early in the implementation
stages have highlighted opportunitiesfor EPA to adopt fresh, transfor-
mational strategies for achieving cleaner, cheaper and smarter solu-
tionsto environmental problems.

Q shighlighted in“Learning From Experiments,” someinnova-

Ll earni ng From Exish ng
projec’rs

Throughout the experimentation process, EPA remains committed to
thebasic principlesof Project XL. Some projects|ast for several years,
so EPA will remain engaged with project sponsorsto track the evolu-
tion of innovations and gauge the actual environmental performance
against expected outcomes. Experiments must show superior envi-
ronmental performance and meaningful involvement of interested par-
ties and they must be transferable to other facilities, processes or
technologies. Early Project XL results indicate that we can create
better environmental outcomeswhen all affected partieswork together
toward a common goal.

Today, as an organization EPA faces new phases of the Project XL
challenge: Astheinformation on project results expands exponentially,
what are the best methods for transforming results into knowledge?
As we evaluate and learn how these new tools work, how do we
match the right tools to the right problems? How do we increase our
rate and scale of adopting new ideas into appropriate system-wide
practice? How do wetrand ate our innovation experienceinto improved
processes that will enhance our ability to test new concepts?
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Intheory, theinnovation processin an organization
can be divided into two broad activities— incuba-
tion and implementation? . Incubation is defined as
collecting information, conceptualizing, and plan-
ning for the innovation’s testing, al leading up to
the decision to adopt. During the incubation phase,
the organi zation must recognize the need for inno-
vations and have amatching willingnessto experi-
ment. For Project XL, incubation includesthe steps
leading up to the signing of thefinal project agree-
ment (FPA). The decision to test a Project XL in-
novation separates the incubation phase from the
implementation phase. |mplementation consists of
all the events, actions, and decisions|eading to the
adoption of an innovation. In the implementation
phase, the organization must produce results to
verify the innovation’'s potential, clarify results as
theinnovationis put into more widespread use, and
routinize the innovation into its regular activities.
Theinnovation processis complete when theinno-
vation becomesaroutine part of the organization’s
business processand environmentd protection system.

EPA plansto explore the application of thistheory
of the innovation process, as well as related theo-
riesand processesin an effort to continue building
our system of innovation for Project XL. Thisim-
portant phase of Project XL coincides with a
Agency-wide effort to learn from this and other
innovation efforts how to best infuse the regula-
tory climate with processes that will address con-
stantly changing conditions—environmental,
technical, socioeconomic, and political—through
new, creative solutions.
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Jnnovation

Asavehiclefor testing new ideas in environmen-
tal protection, Project XL is unprecedented. Pre-
dictably for an experimental program, it has not
been without some conflict and controversy. But it
also hasyielded important discoveriesand insights
about ways to improve environmental results. Of

2 Everett M. Rogers. Diffusion of Innovations, 4" Edition,
New York: The Free Press, 1995.

the many lessons EPA haslearned from thisunique
program, some of the most important are:

* It is possible to experiment with new ap-
proaches outside thetraditional regulatory sys-
tem as long as strong, reliable safeguards are
in place.

e Somebusinesses and communitiesare not only
willing, but eager, to take greater responsibility
for environmental resultsif they are given flex-
ibility in meeting the goals.

e If givenan opportunity, citizensand other stake-
holderscan play an active, creativeroleinfind-
ing solutionsto problems.

e Theopportunitiestoimprove becomemorevis-
ible, and the results potentially more significant,
when you step back and look at communities
or facilities as awhole, rather than as a set of
separate, unrelated components.

Although we have substantial number of experi-
ments underway, EPA’s need to test new tools and
new solutions will not end. Our stakeholders will
continue to have innovative ideas for achieving
cleaner, cheaper, and smarter environmental pro-
tection and EPA is committed to providing a ve-
hiclefor testing and implementing those concepts.
Thisnext phasewill reflect the Agency-wide com-
mitment to adopt and implement innovative ideas
on a larger scale. EPA's goal is to provide even
stronger incentives for good performance and go-
ing beyond compliance by devel oping new programs
and approaches, such asthe National Environmental
Performance Track program launched on June 26,
2000. Lessonslearned in Project XL will continue
to beintegral to devel oping these high performance
aternatives.

We believethat thetype of experimentation allowed
under Project XL isfundamental to continued ad-
vances in environmental protection. Indeed, we
believe that sustaining our strong national legacy
of environmental progress depends oninnovation—
at EPA, in state environmental programs, in local
governments, in businesses, in communities—in all
parts of our society. That is why EPA launched
Project XL, and it iswhy wewill continue support-
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ing and encouraging the search to diversify our
environmental protection tools, identify new ap-
proaches, learn about the keys to their effective
use, and match theright toolsto theright problems.

Thefuturewill undoubtedly raise new challenging
issues, but we are better prepared than ever to re-
spond. With the results of the full array of projects
at hand, along with the results from the Agency’s
other innovative efforts, the greatest challenge will
be selecting among all the available optionsto de-
sign the most effective response to existing and
emerging environmental problems. In some cases,
existing laws and regulations will continue to be
the best way to reduce risk. But better results at
lower costs may be realized by applying tailored
strategies that involve pollution prevention, maxi-
mizing the use of new technology, site specific re-
investment, new reporting alternatives, livability and
smart growth strategies, and other incentives.
Through Project XL and EPA’s other innovative
efforts we will meet the challenges of tomorrow
by finding, testing and adopting cleaner, cheaper
and smarter environmental management strategies
today. *#
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